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Regionally Coordinated Planning
Assessment of Transportation Needs
This report presents a comprehensive assessment of the public’s unmet
transportation needs and efficiencies and inefficiencies in the delivery of transportation
services in the Middle Rio Grande regional area. This includes quantitative analysis of
demographic data as well as identification of unmet needs through discussions with
service providers and other community stakeholders, community surveys, human
service agency surveys, and a round-up of needs identified in previous planning efforts.
The assessment of transportation needs is detailed through the following
sections:
Methodology – Summarizes the process of obtaining relevant data and
drafting the report.
Public Survey – Describes the results of the public and transit customer
survey effort.
Human Service Agency Survey and Interviews – Summarizes the results of
the human service agency survey and outreach process.
Provider Survey – Summarizes the need of SWART and the City of Del
Rio.
Vehicle Inventory – Details the rolling stock of SWART and other public
transit providers.
Inventory of Largest Purchasing Items – Details major capital expenses of
public transit agencies.
Eagle Ford Shale (EFS) Needs Assessment – Summarizes the impact of EFS
on public transit and possible coordination opportunities.
2020 Census – Addresses the ramifications of a Census designation change
for the cities of Del Rio and Eagle Pass.
Land Use Inventory – Summarizes the demographic profile of the region
and land uses relevant to public transit.
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Coordinated Transportation Services – Rates the level of current
coordinated activities.
Potential Coordinated Activities and Funding – Explores opportunities
for coordination and funding in the region.
Travel Training And Ambassador Program Potential – Analyses the
potential for each program as it relates to the data obtained in the survey
effort.
I.T. Transit Success and Needs – Summarizes technology successes in the
region and future IT needs.
Needs Summary – Details all the needs identified in each previous section.

METHODOLOGY
Task 1: Scoping
Subtask 1.1: Meet with SWART to Review Goals, Objectives, and
Responsibilities, Refine Scope and Timeline, and Collect Existing Materials
This task is an important one, as it provided background information for the
consultant team as well as helped in setting priorities for the planning process. This
task involved an introductory call with the SWART management to:
Fine-tune the work plan,
Confirm time frames and major deliverables,
Discuss and identify key issues related to the coordinated planning
process,
Collect any existing planning documents that will inform or be included
in this plan,
Gain a better understanding of the accomplishments to date of the
coordinated planning process, and
Confirm on-going project management and coordination.
Subtask 1.2: Assemble and Review Existing Materials
As part of the initial task of this project, recent studies and plans to get a better
understanding of the planning efforts that have already taken place in the region, as
well as to identify major projects that are planned that affect transit usage including
coordinated plans and updates, multi-modal plans and regional and local
transportation plans were reviewed.
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This subtask also included a review of any elements have already been
developed by the SWART in anticipation of this project.
Task 2: Analysis of Resources
In this task, the consultant team inventoried and documented all transportation
related resources available in the nine counties in the SWART region. This inventory is
broad and captured information on public transit, human services transportation, and
private transportation providers to the best extent possible.
Subtask 2.1: Conduct Survey of Human Service Agency Partners
KFH Group developed a written survey which was sent to each human service
agency identified as providing or funding transportation services for agency clients.
The survey included organizations that are not funded by FTA, including those offering
services through private, non-profit, community-based organizations, health and
human services agencies, work force agencies, and others. Surveys were available in
both English and Spanish.
The survey encompassed all transportation resources and needs in the region
including:
Inventory of all transportation services,
Unmet needs,
I.T. needs and possible funding streams,
I.T resources and support agencies,
Travel training and transit ambassador’s needs; and
Vehicle inventories, fueling needs, I.T needs (if applicable).
Subtask 2.2: Conduct Survey of Transportation Providers
KFH Group developed a written survey, which was sent to each transportation
provider in the region. The survey encompassed all transportation resources and needs
in the region including:
Inventory of all transportation services,
Unmet needs,
I.T. needs and possible funding streams,
I.T resources and support agencies,
Inventory of I.T successes,
Inventory of maintenance successes,
Travel training and transit ambassador’s needs,
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Vehicle inventories, fueling needs, I.T needs (for transit providers); and
Inventory of largest purchasing items that list vendors, expenses, quality,
purchasing timelines and what co-ops are already being utilized.
Task 3: Analysis of Needs
In this task, the consultant team compiled community transportation needs as
identified through multiple sources, including analysis of quantitative land use and
population data, and along with qualitative data provided by the perspectives of health
and human service agencies and programs and workforce agencies and other area
stakeholders.
Subtask 3.1: Public and Transit Rider Survey
This survey was available electronically and in hard copy on buses. It was the
responsibility of the SWART project team to collect hard copy surveys for the
consultant to analyses. The survey focused on unmet needs and gaps in transportation
services. Surveys were available in both English and Spanish.
Subtask 3.2: Analysis of Quantitative Land Use and Population Data
Work in this subtask included:
Identifying the variety of potential destinations through narrative
descriptions and graphic representation of the various land uses in the study
region. Typically, this includes:
All major trip generators
o Travel corridors and commuting patterns that affect the need for
transportation options.
o Zoning and land use regulations that may impact services.
o Inter county and out-of-region travel needs, including major
destinations.
This information is presented in the form of maps identifying the locations of
key destinations in relation to current services, along with lists of the
destinations by category.
Development a population profile that identifies areas of the region that have
either high absolute numbers of persons in need of public transportation
services, or high percentages of the population with such needs.
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1. Identifying the transit dependent population by Census block group. The

transit dependent population includes:
o
o
o
o
o

Persons 60 years of age and older,
Persons with disabilities,
Zero car households,
Youths; and
Persons living below the poverty level.

2. Identifying population densities that could support different types of
transit.
This analysis also looks at the change in census designation for rural and
small urban areas and how changes will affect public transportation funding
in the future.
Subtask 3.2: Identification of Qualitative Needs
In addition to collecting demographic data, which show numbers, facts, and
figures, the consultant team also collected qualitative data concerning transportation
needs in the region. Public and human service transportation providers were asked
about needs as part of the interviews and surveys conducted in Task 2.
Subtask 3.3: Report on Needs
This document includes a description of the research methodology, findings,
recommendations, and research instruments utilized. This final report includes service,
I.T. and coordination recommendations.

PUBLIC SURVEY
This survey was available electronically and in hard copy on buses. It was the
responsibility of the SWART project team to collect hard copy surveys for the
consultant to perform the analyses. The survey focused on unmet needs and gaps in
transportation services. Surveys were available in both English and Spanish. 158
surveys were completed in full. Several other surveys were submitted with comments
only and no response to the survey questions.
The survey was distributed on busses and given to human service agencies
which have clients that have characteristics related to transit dependency. Table 1
shows the various cohorts that responded to the survey:
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Table 1: Population Groups of Survey Respondents (multiple selections)
Response
Percent

Population Cohort
Am 65 or over

32.7%

Am 36-64

45.5%

Am 17-35

19.9%

Am under 16
Live in a household that earns less than $1,805 per
month

0.6%
32.1%

Have a disability

28.2%

Am unemployed

16.0%

Am a student

8.3%

Am a caregiver for someone with a disability

12.8%

Am a caregiver for someone with 65 or over

5.1%

Prefer not to answer this question

0.6%

Table two breaks down the primary transportation choice of all survey
respondents.
Table 2: Primary Transportation Choice of Survey Respondents
Response
Percent

Primary Transportation Choice
Drive myself

27.6%

Ride with others

8.6%

SWART public transportation

58.6%

Other public transportation

0.0%

Ride in the bus or van of another agency or company

1.3%

Walk

2.0%

Ride a bicycle

2.0%

Taxi

0.0%
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Of all survey respondents 44.5% stated that there was somewhere in the region
they could not get to without driving because there are not transportation choices that
work for them. The major destinations indicated were:
San Antonio,
Laredo; and
The Lower Rio Grande Valley.
It is important to note that none of these locations are actually in the SWART
service area, indicating that jurisdictional boundaries are a service issue. It is also
important to note that SWART serves San Antonio and Laredo on a regular basis.
Other unmet destinations indicated by survey respondents included, Eagle Pass,
Austin, Kerrville, Corpus Christi, Uvalde, and Del Rio. Again, many of these locations
are served by SWART. Figure 1 shows the reason these locations are deemed unmet by
survey respondents.
Figure 1: What Keeps Survey Respondents from Getting to Specified Locations
What keeps you from getting there without driving?

70.0%
60.0%
50.0%
40.0%
30.0%
20.0%
10.0%
0.0%
There are no other
The available
transportation
services cost too
services available for
much
the trip

I don’t know how the Available services
public transportation
take too long
in this area works

These responses indicate that there is an information and marketing gap more
than a service gap as SWART serves most of these destinations with regularity. Other
comments on surveys indicated that some citizens do not know about SWART or
understand how to use the public transportation system. This lends itself to the
adoption of transportation training and/or ambassador programs to help market
service and teach individuals how to use existing services. Other comments indicate
that there is a gap of low income persons that need non-emergency medical
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transportation but do not qualify for Medicaid transportation services. Figure 2
indicates what steps would help respondents use existing transportation services.
Figure 2: Types of Assistance for Transit Users
What kinds of assistance would make it easier for you to use public
transportation?
70.0%
60.0%
50.0%
40.0%
30.0%
20.0%
10.0%
0.0%
Reduced Prices

One number to call
Someone to ride
Help carrying
to schedule service with me the first time groceries on/off the
vehicle

Additional comments on surveys indicated that the respondents that are
dependent on public transit services in the region are very happy with the level of
service they receive. Of the 46 additional comments received on the public survey 37 of
them were complementary of the current public transit services. For people over the
age of 65 there is an expressed need for additional services to help them use the transit
services available to them. Many indicated that they lack confidence in calling and
scheduling a trip. For shopping, they need help carrying groceries on and off the bus.
Other comments indicate that current services take too long and that scheduling a pickup a day in advance doesn’t work for some groups. Weekend services were also a
concern for many respondents.

HUMAN SERVICE AGENCY SURVEY AND INTERVIEWS
Human service agencies in the area were all sent a survey for client
transportation needs. Initial response rates were low and follow up phone calls and
emails proved relatively unsuccessful. In all, the following human service agencies
responded to outreach efforts:
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Department of Aging and Disability,
Area Agency on Aging (including representatives of county meal centers),
MHMR; and
Texas Health and Human Service Commission.
Human service agency client needs fell into two primary categories. First, nonemergency medical transportation is the biggest transportation need for agencies that
responded. Most of the trips needed are to the San Antonio area. For clients that are
Medicaid eligible, transportation with SWART has proven very successful. However
many of the human service clients, particularly senior citizens, who are not eligible for
Medicaid have a hard time with transportation.
The second major issue for the human service agency respondents is that most of
their clients are unfamiliar with the transportation services available to them and lack
the confidence to use the services on their own. Agencies expressed a need for better
marketing and education regarding public transit services and responded very
positively to the idea of transportation training and/or ambassador programs to help
their clients.
Both SWART and human service agency representatives expressed that there has
been a lack of transportation coordination efforts in the past. For various political
reasons there were barriers to coordination between many potential human service
partners and the public transit agency, formerly under a CAP agency. Now that
SWART is a stand-alone public transit agency there is significant potential to overcome
existing barriers to coordinate transportation and educate human service agency clients
on transit services.

PROVIDER SURVEY
There are two public transportation providers in the region that are a part of this
study. SWART which operates in the nine county region as the rural transportation
provider and Medicaid transportation provider (now contractor) is the primary transit
provider and transit planning organization. The city of Del Rio also operates local
transit service within the city limits. The provider survey focused on operational
aspects of each system and future needs.
SWART
SWART operates rural transit service in the 9 county Middle Rio Grande Region.
They have a fleet of 60 vehicles and an annual budget of approximately $2 million per
year. They are funded by federal 5310 and 5311 grant programs. They receive funding
from local counties, planning grants from the State of Texas, the Medicaid
Needs Assessment
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Transportation Program, transit fares and other local match sources. They are a general
public system and offer services for any trip purpose. They operate local services in
Uvalde from 5:00am to 7:00pm and rural services start as early as 3:00am.
SWART unmet needs are as follows:
Expanded weekend service,
Regularly scheduled intercity services, particularly into Uvalde for college
students and into Kerrville for veterans,
Greater coordination among transportation providers and human service
agencies,
Coordination between SWART and Greyhound for seamless intercity
services for customers,
Coordination between SWART and Lucky Eagle Casino, MHMR and
Eagle Pass medical facilities, EFS Support Services and Eagle Ford Shale
companies,
Travel Training and Travel Ambassador program,
On-board cameras,
Electronic fare boxes,
Maintenance software,
Training: Management, financial, supervisory, dispatching, scheduling
and vehicle maintenance,
Wireless capability at SWART facilities outside of Uvalde; and
New computer servers at SWART headquarters.
SWART has been heavily impacted by the Eagle Ford Shale projects in the
region. The region has seen significant increases in population and in turn increases in
demand for public transportation. The increase in heavy truck traffic has resulted in
longer travel times for transit services and a significant increase in wear and tear on
transit vehicles. SWART has reported a 100% increase in tire replacement for vehicles
serving shale areas and a significant increase in windshield replacement. The shale
companies are also offering mechanic salaries that far exceed that of SWART and as a
result retaining qualified and capable mechanics has been an issue for the transit
system. While the shale exploration has had many negative impacts on public
transportation in the area the increase in demand and the possibility of coordination
with shale companies for the provision of commuting services is promising.
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The City of Del Rio
The City of Del Rio operates transit service within the city limits and service to
San Antonio primarily for medical appointments. They are contractors for Medicaid
transportation. The City transportation program is funded by 5310 and 5311 federal
grant programs with an annual budget of approximately $1.2 million. The city has 22
vehicles and operates from 5:00am to 7:00pm Monday through Friday and from 5:00am
to 5:00pm on Saturday.
The City of Del Rio unmet needs are as follows:


Airline service to Del Rio airport,



Greyhound or other intercity carrier to serve Del Rio,



Local PASS training specialist; and



Greater coordination with the VA.

VEHICLE INVENTORY


Vehicle Inventory is depicted in Appendix A.

INVENTORY OF LARGEST PURCHASING ITEMS


Data not yet provided by client.

EAGLE FORD SHALE NEEDS ASSESSMENT
The Eagle Ford Shale is quite possibly the largest single economic development
in the history of the state of Texas and ranks as the largest oil & gas development in the
world based on capital invested. It has had more than a $60 billion dollar impact on the
local South Texas economy in 2012 and over 116,000 jobs were supported in the thirty
(30) county area impacted by the shale, thus changing the economic base of counties
that were once considered the poorest counties not only in the state of Texas but in the
United States. Add the jobs created in surrounding counties and the picture of a
modern oil boom begins to take shape. Four (4) of SWARTs counties fall within the
shale region. They include Dimmit, La Salle, Maverick, and Zavala. The impact of the
fuel play has also affected the counties surrounding the shale which include Uvalde,
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Kinney, and Val Verde. The Houston Chronicle reported last year that the Eagle Ford
Shale has become the heart of economic activity in Texas. The shale is also attracting
foreign companies that are becoming one of the largest employers in the state,
according to the paper. A UTSA study suggests there will be 5,000 new wells by 2020,
which may add 68,000 full-time jobs in Texas. The economic output could be as big as
$21.5 billion, according to the study. Although the economic base has increased, a vast
comparison in economic classes/status remains between those reaping the rewards of
the economic enrichment of the shale and those not able to captivate on the
opportunities of such economic enhancements such as the elderly and disabled.
Due to the shale, the region has seen an impact for the following:
Increased housing costs.
Increased pay for CDL drivers hired by the oil companies, thus hindering
the ability for passenger transportation agencies to match drivers’ pay.
Increased travel time on county roads and state highways due to the
traffic congestion of oil transporting companies.
Increased damage/wear and tear of infrastructure such as county and
state roads.
Increased costs of hotels stay in the region.
In 2011, the region realized the following needs and gaps in transit service
delivery:
To provide a seamless mode of transportation services to the entire region.
To develop a vehicle replacement program and vehicle maintenance
program.
Include maintenance facility upgrades and/or new facility construction.
To develop a regional Co-Op for fuel, parts, and services.
To streamline coordination of regional partners and enhance the processes
used by the stakeholders and vested groups and individuals as much as
possible.
To enhance staff Development & technical training for transit related
positions in the region.
To develop regional marketing strategies that is cost effective and will
generate match funds.
To develop strategies to acquire additional and alternative funding for the
region.
To promote transit through Economic Development Initiatives.
With the economic impact of the shale, the 2011 objectives no longer mirror that
of the current state of the region. Travel patterns have changed immensely due to
newly immerged regional medical facilities and cancer treatment clinics, nocturnal

Needs Assessment

12

Regionally Coordinated Planning

medical facilities and urgent care clinics, higher educational opportunities through the
Southwest Texas Junior College and the Sul Ross State University–Rio Grande College,
Veterans Community Based Outreach Clinics, and the upcoming expansion Kickapoo
Nation’s Lucky Eagle Casino and Hotel which anticipates over 350 more jobs in Eagle
Pass, Texas. The loss of intercity transit services also has negatively affected transit
services throughout the regional having lost Intercity Bus Stations in Uvalde, Eagle
Pass, and Del Rio, the three largest communities in the Middle Rio Grande Region.
Eagle ford shale exploration has impacted regional transit in several ways:
Increased maintenance cost for transit vehicles,
Increased travel times for regional transit services,
Transits difficulty in competing with the high wages for CDL drivers and
mechanics; and
Increased population and demand for public transit services in areas with
shale activity.
There may be opportunities for SWART to provide tripper and commuter service
for workers in the shale industry. These are services and deals that must be brokered
between SWART and shale companies.

2020 CENSUS
A census designation for areas as being rural, small urban or urban is one of the
most important factors in public transportation funding. As rural areas are able to draw
federal dollars for operational assistance and urban areas are not, a change in census
designation can have a massive impact on the provision of public transit services.
When an urbanized area reaches 50,000 in population that area loses its rural
designation. This will happen without a doubt for the 2020 Census in Del Rio (the
current MSA population is over 50,000) and it is likely in Eagle Pass (the current MSA
population is 48,401). Seeing as Del Rio currently has no local dedicated funding, this
change has serious ramification on the ability to continue to provide public transit
services in the near future. While Eagle Pass does not currently have any fixed route
service a change in Census designation would effectively eliminate the demand
response services the city currently has.
In order to maintain or expand existing services in Del Rio and Eagle Pass future
planning efforts must be focused on finding local funding to pay for the operations of
public transit services. Without a concerted effort to expand local funding, these cities
may lose all public transit service.
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LAND USE INVENTORY
The Middle Rio Grande region is a rural region. The most populace areas are
along the Mexico border in Del Rio and Eagle Pass; both cities have a MSA population
of around 50,000. Figure 3 shows the region along with population densities per block
group. The areas of significant density are around the cities of Uvalde, Crystal City, Del
Rio, Eagle Pass and Carrizo Springs. These are also the areas of significant land use.
All of the major shopping centers, medical facilities, colleges and other educational
facilities and human service location are in these cities. Each county has a senior meal
center that is located in the county seat. These cities house the primary trip generators
within the region. Outside of the region the City of San Antonio is the largest trip
generator, particularly for medical appointments.
Figure 4 shows the transit dependence index for the Middle Rio Grande region.
The Transit Dependence Index (TDI) is an aggregate measure that may be associated
with mapping software to effectively display relative concentrations of transit
dependent populations within a study area. The framework for the TDI is based on the
findings of a 2004 National Cooperative Highway Research Program (NCHRP) report
that examined the process of assessing environmental justice persons and,
subsequently, produced an index to locate concentrations of minority and low-income
populations. The NCHRP report introduced the Environmental Justice Index (EJI),
which the report’s authors stated may be modified to include additional protected
population factors.
The TDI utilizes data from the American Community Survey (ACS) five-year
estimates, which permit an analysis of socioeconomic characteristics at the block group
level, in addition to geographic information (e.g., block group boundaries) supplied by
the United States Decennial Census. An exception to the use of ACS five-year estimates
for socioeconomic characteristics is made when measuring disabled populations, where
an alteration to the question in the ACS made during the latest collection period
resulted in a disruption in reporting consistency. Therefore, recent US Decennial Census
data is used to calculate ten-year population shifts per block group, with this percent
change being factored to the most-recent disabled population data that is available at
the block group geography.

COORDINATED TRANSPORTATION SERVICES
As part of this study an assessment of coordinated transportation activities was
requested. The idea is to determine three levels of coordination (Gold, Silver, and
Bronze) and give criteria for each category as well as examining current coordinated
activities in relation to each category.
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Figure 3: Middle Rio Grande Region Persons Per Square Mile
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Figure 4: Middle Rio Grande Region Transit Dependency Need Classification
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Gold Level Coordination – consists of coordination of three of the
following factors: funding, training, planning, purchasing, technology and
the provision of transportation services. Currently SWART has a gold
level of coordination with the following organizations:
o The City of Del Rio
Silver Level Coordination - consists of coordination of two of the
following factors: funding, training, planning, purchasing, technology and
the provision of transportation services. Currently SWART has a silver
level of coordination with the following organizations:
o
o
o
o

Uvalde ISD,
Southwest Texas Junior College,
Armistead Nursing Home; and
Texas HHSC.

Bronze Level Coordination - consists of coordination of one of the
following factors: funding, training, planning, purchasing, technology and
the provision of transportation services. Currently SWART has a Bronze
level of coordination with the following organizations:
o Adult Daycares.
o Various regional medical facilities and hospitals.
o MHMR.

POTENTIAL COORDINATION ACTIVITIES AND FUNDING
There are various opportunities to increase the level of coordination of public
transportation activities in the region. This is particularly true now that SWART is a
standalone transportation program and many of the barriers that existed when the
transportation program was under the CAP agency umbrella are now gone. While in
reality these barriers may not exist the perception that the barriers are still there may be
held by some potential agency partners. SWART will continue to work to bridge any
coordination gaps that may still exist. The following is a description of potential
activities that may be coordinated including new opportunities for public
transportation funding and cost sharing.
Greyhound Intercity Coaches – SWART could coordinate services with
Greyhound as ticket agents for intercity services making the travel
experience for residents in the region seamless with only one transfer and
one ticket purchase.
Lucky Eagle Casino and Hotel – Public transit service can be extremely
beneficial to hotel and casino sites. Not only does transit bring customers
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to the casino but employees of the facility can use the services for
commuting.
Eagle Ford Shale (EFS) – the massive increase in employment and
economic activity in the region around Eagle Ford Shale sites has created a
demand for increased transportation services. A deal between transit
agencies and EFS companies to provide regularly scheduled regional
service, commuter service and tripper service could greatly benefit EFS as
well as public transit. There may also be potential for EFS to be a source
of in kind match to help with tire replacement do to the extra expense
incurred on transit vehicles in EFS areas.
MHMR – is often a large partner with public transit in other regions.
Transportation for MHMR clients is always a need and coordination with
public transit, especially in Eagle Pass, to help transport those in need is a
coordination goal.
Eagle Pass Medical Facilities – Non emergency medical transportation
was a need identified in the survey portion of this study. Coordination
between medical facilities and public transit can help ensure that
customers get the services they need while improving public transit
productivity.
Area Agency on Aging (AAA) – is a potential coordination partner that can
help with senior mobility in the region. The public surveys indicated the
senior transportation is an unmet need in the region. AAA can help with
cost sharing, planning and travel training.
Various Corrections Departments and Agencies – can be a source of in
kind match through community service workers to help maintain regional
facilities. The City of Del Rio currently uses the coordination technique as
a source for local in-kind match.
Local Businesses – can be a great source of revenue for on-board
advertising and in kind match. Since TxDOT forbids planning money to
be used for food for meetings local business can donate food to help
increase turnout for public processes.
All of these potential partners can help in the coordination of planning for
services and can be approached for financial assistance with their clients, employees,
and customers. In order for this type of coordination to work there are three tenants
that must be met. For coordination to work there must be:
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1. Leadership – Someone has to be willing to take up the cause, extend the

hand and be an advocate.
2. Trust – Each coordination partner must trust one another, otherwise why

coordinate?
3. A Good Business Deal – The outcome of the coordination efforts has to be

beneficial to all coordination partners.

TRAVEL TRAINING AND AMBASSADOR PROGRAM POTENTIAL
The public and human service agency surveys indicated that regional residents
that exhibit characteristics of transit dependency but do not use public transit, do so
because they either are unaware of the available transit services or they are not
confident in their ability to use the available services.
This indicates that there is potential for both a travel training program and
transit ambassador program. A good travel training program will be tailored to the
regional context and service typologies. For the middle Rio Grande Region training
should focus on scheduling and riding. Successful travel training programs have also
taken a “train the trainer” approach by giving human service agency personnel the
tools necessary to train the clients on how to use the available transportation services.
Transit ambassador programs can work very well particularly for members of
the senior community or for people with disabilities. An ambassador can not only train
customers on how to use the transit system, they can initially ride with the customers to
help improve confidence.
Both travel training and transit ambassador programs can serve a marketing
purpose. By targeting transit dependent groups who may not know of the transit
system or understand how the transit system works a successful program can help
boost ridership.

I.T. TRANSIT SUCCESS AND NEEDS
SWART is a unique success story as it relates to public transportation I.T.
SWART (formerly under a CAP agency) was the test system for Shah Software systems,
which is a very popular scheduling software particularly amongst rural transit systems.
This relationship with Shah has been beneficial to the transit system as well as cost
effective. Now SWART is implementing the next-gen Shah software with AVL, onboard tablets and advanced scheduling systems.
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With this new technology comes new needs. SWART I.T. needs consist of
technology to keep pace with the new Shah services they are implementing. With the
new on-board tablets all the vehicle data is transferred when the vehicle pulls into the
facility. At the SWART facilities outside of Uvalde there is no wireless network and the
information is transmitted through a cellular network. This is a large data transfer and
is costly over the cellular network. Wireless capability at the satellite facilities is a need.
SWART also needs to update its primary servers which were carried over from the CAP
agency.

NEEDS SUMMARY
Service needs:
Expanded weekend service,
Regularly scheduled intercity services, particularly into Uvalde for college
students and into Kerrville for veterans,
Regularly scheduled service to San Antonio, The Lower Rio Grande
Valley and Laredo,
To provide a seamless mode of transportation services to the entire region,
Maintain existing levels of service,
Commuter services for Eagle Ford Shale employee,
Service for Lucky Eagle Casino and Hotel,
Regularly scheduled intercity service,
Service across jurisdictional boundaries; and
NEMT for non-Medicaid patients.
IT and equipment:
On-board cameras,
Electronic fare boxes,
Maintenance software,
Wireless capability at SWART facilities outside of Uvalde,
New computer servers at SWART headquarters,
To develop a vehicle replacement program and vehicle maintenance
program,
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Include maintenance facility upgrades and/or new facility construction;
and
To develop a regional Co-Op for fuel, parts, and services.
Planning:
Preparation for 202 Census designation change for Del Rio and possibly Eagle
Pass.
Accommodation of new transit demand due to Eagle For Shale exploration.

Coordination:
Greyhound Intercity Coaches – SWART could coordinate services with
Greyhound as ticket agents for intercity services making the travel
experience for residents in the region seamless with only one transfer and
one ticket purchase.
Lucky Eagle Casino and Hotel – Public transit service can be extremely
beneficial to hotel and casino sites. Not only does transit bring customers
to the casino buy employees of the facility can use the services for
commuting.
Eagle Ford Shale (EFS) – the massive increase in employment and
economic activity in the region around Eagle ford Shale sites has created a
demand for increased transportation services. A deal between transit
agencies and EFS companies to provide regularly scheduled regional
service, commuter service and tripper service could greatly benefit EFS as
well as public transit. There may also be potential for EFS to be a source
of in kind match to help with tire replacement do to the extra expense
incurred on transit vehicles in EFS areas.
MHMR – is often a large partner with public transit in other regions.
Transportation for MHMR clients is always a need and coordination with
public transit, especially in Eagle Pass, to help transport those in need is a
coordination goal.
Eagle Pass Medical Facilities – Non-emergency medical transportation
was a need identified in the survey portion of this study. Coordination
between medical facilities and public transit can help ensure that
customers get the services they need while improving public transit
productivity.
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Area Agency on Aging (AAA) – is a potential coordination partner that can
help with senior mobility in the region. The public surveys indicated the
senior transportation is an unmet need in the region. AAA can help with
cost sharing, planning and travel training.
Various Corrections Departments and Agencies – can be a source of in
kind match through community service workers to help maintain regional
facilities.
Local Businesses – can be a great source of revenue for on-board
advertising and in kind match. Since TxDOT forbids planning money to
be used for food for meetings local business can donate food to help
increase turnout for public processes.
Greater coordination with the VA.
Training:
Management, financial, supervisory, dispatching, scheduling and vehicle
maintenance for SWART staff.
Travel Training and Travel Ambassador program.
Local PASS training specialist in Del Rio.
Marketing and Economic Development:
To develop regional marketing strategies that is cost effective and will
generate match funds.
To develop strategies to acquire additional and alternative funding for the
region.
To promote transit through Economic Development Initiatives.
On-board advertising and bus wrapping.
Travel Training and Travel Ambassador program.
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Appendix A
Vehicle Inventory

The rolling stock of public transit vehicles in Region 24 includes 22 vehicles operated by the City of Del Rio and 56
vehicles operated by SWART for a total of 78 public transit vehicles. Below is a detailed vehicle inventory of the SWART
vehicles:

UNIT

MILEAGE

YEAR

#

MAKE

PROGRAM

VEHICLE/EQUIPMENT

VEHICLE I.D.
Number

LICENSE

LOCATION

PLATE #

1

0007

123605

2011

FORD/EL DORADO TYPE 2

5311

1FDFE4FS1BDA80007

1126856

CC

2

0372

341998

1999

5310

1FDWE30FXXHC10372

1106556

UV

3

0768

12867

2013

VCR

1FDFE4FS0DDB30768

1165562

UV

4

0769

11509

2013

VCR

1FDFE4FS2DDB30769

1165560

UV

5

0770

31982

2013

VCR

1FDFE4FS9DDB30770

1165561

EP

6

0771

28361

2013

VCR

1FDFE4FS9DDB30771

1165559

EP

7

0772

23479

2013

Ford/Type 2/WC
El dorado/Type 3/WC
Areotech
El Dorado Type 3/WC
Areotech
El Dorado Type 3/WC
Areotech
El Dorado Type 3/WC
Areotech
El Dorado Type 3/WC
Areotech

VCR

1FDFE4FS2DDB30772

1165563

CC

8

0802

177958

2012

VPG MV-1

5310

523MF1A68CM100802

1126863

EP

9

0938

22447

2011

Ford/Truck

ARRA

1FT8W3AT9BEC80938

1126825

Admin

10

1032

276693

2008

Supreme/Type 2/WC

5311

1FD3ES5S68DA81032

1126835

EP

11

1033

261496

2008

Supreme/Type 2/WC

5311

1FD3E35S88DA81033

1126836

KNY

12

1034

353665

2008

Supreme/Type 3/WC

5311

1FD3E35SX8DA81034

1126834

EP

13

1179

150544

2010

El Dorado/Type 2/2 W/C

5310

1FDFE4FS6ADA11179

1126849

EP

14

1362

318982

2002

El Dorado/Type 2/WC

5311

1FDXE45S42HB11362

1106553

UV

15

1862

282776

1997

Dodge/Type 7/1 WC Mini Van

5311

1B4GP44R5VB421862

1106557

ED

16

2805

173070

2009

Ford/Type 2/WC

5311

1FDEE35SX9DA92805

1126842

UV

17

3301

263339

2002

Ford/Type 3/WC

5311

1FDWE35S62HB83301

1106554

UV

18

3758

151335

2014

Frod Goshen type 2/WC

VCR

1FDEE3FS0EDA23758

1165567

UV

PRICE
&
COMMENTS
$
63,087.13
$
48,957.00
$
58,754.00
$
58,754.00
$
58,754.00
$
58,754.00
$
58,754.00
$
50,490.00
$
37,497.43
$
53,146.00
$
53,146.00
$
53,146.00
$
60,983.01
$
47,824.00
$
35,500.00

CONTRACT

STATE

#

AGREEMENT

VCR 1102 (15) 72
WTW
VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

ED1205(15)06

51215F7257

RPT 1105 (15) R1
JAC 0702 (15) 47
JAC 0702 (15) 47
JAC 0702 (15) 47
ED0903 (15) 04
VCR 9909
TX-16-0033
NA Local Funds
Only

$
52,437.54

VCR1302(15)

51315F7121

19

3920

115654

1995

Ford Mini-van

5310

1FMCA11UXSZA83920

1106546

Admin

20

4058

246205

1998

Ford/Type 3/WC

5310

1FDLE40FXVHC04058

1106555

UV

21

4059

259471

1998

Ford/Type 2/WC

5311

1FDLE40F1VHC04059

1106559

UV

22

4533

90279

2011

FORD/EL DORADO TYPE 2

5310

1FDEE3FS9BDA24533

1126854

UV

23

4534

167433

2011

FORD/EL DORADO TYPE 2

5310

1FDEE3FSOBDA24534

1126855

CC

24

5122

296746

2002

El Dorado/Type 2/WC

5311

1FDWE35S72HA45122

1106541

EP

25

5123

294930

2002

El Dorado/Type 2/WC

5311

1FDWE35S92HA45123

1106542

EP

26

5129

159036

2002

El Dorado/Type 2/WC

5311

1FDWE35SX2HA45129

1106548

EP

27

5130

311445

2002

El Dorado/Type 2/WC

5311

1FDWE35S62HA45130

1106549

UV

28

5613

203607

1998

Ford/Type 3/WC

5310

1FDWE30S9WHC05613

1106558

UV

29

5908

178074

2010

Dodge/Type 7/1 W/C

5311

2D4RN4DE1AR205908

1126843

EP

30

6029

37935

2013

El Dorado/Type 2/WC Areolite

VCR

1FDEE3FL9DDB06029

1165551

EP

31

6030

51550

2013

El Dorado/Type 2/WC Areolite

VCR

1FDEE3FL5DDB06030

1126922

CC

32

6031

25531

2013

El Dorado/Type 2/WC Areolite

VCR

1FDEE3FL7DDB06031

1126923

UV

33

6032

26574

2013

El Dorado/Type 2/WC Areolite

VCR

1FDEE3FL9DDB06032

1126924

UV

34

6034

43705

2013

El Dorado/Type 2/WC Areolite

VCR

1FDEE3FL2DDB06034

1165552

EP

35

6035

20133

2013

El Dorado/Type 2/WC Areolite

VCR

1FDEE3FL4DDB06035

1165550

UV

36

6071

207143

2009

Ford/Type 2/WC

5311

1FDEE35SX9DA86071

1126841

CC

37

6513

315504

2002

El Dorado/Type 2/WC

5311

1FDWE35S12HA26513

1106550

EP

38

6514

377026

2002

El Dorado/Type 2/WC

5311

1FDWE35S32HA76514

1106551

EP

39

6750

22332

2014

Ford Goshen type 2/WC

VCR

1FDEE3FSXEDA26750

40

6752

234600

2010

El Dorado/Type 3/2WC

ARRA

1FDEE3FS3ADA86752

1126850

EP

41

6753

155696

2010

El Dorado/Type 3/2WC

ARRA

1FDEE3FS5ADA86753

1126851

UV

42

6754

121012

2010

El Dorado/Type 3/2WC

ARRA

1FDEE3FS7ADA86754

1126852

CC

43

7230

130376

2007

Ford/Type 3/WC

5310

1FDXE4SP27DA27230

1126831

EP

1165566

EP

$
48,227.00
$
48,227.00
$
56,684.86
$
56,084.86
$
47,824.00
$
47,824.00
$
47,089.00
$
47,089.00
$
44,635.00
$
45,000.47
$
51,674.00
$
58,754.00
$
51,674.00
$
51,674.00
$
51,674.00
$
51,674.00
$
47,089.00
$
47,089.00
$
52,437.54
$
54,975.66
$
56,684.86
$
56,084.86
$
52,255.00

RPT9701(15)13
RPT9701(15)13
ED 1007 (15) 05
ED 1007 (15) 05
VCR 0104(15)
VCR 0104(15)
VCR 9909
VCR 9909
VCR9701(15)
VCR 0902 (15) 42
VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR1302(15)

51315F7121

VCR 9909
VCR 9909
VCR1302(15)
RPT 0906 (15) R1
RPT 0906 (15) R1
RPT 0906 (15) R1
ED 0602 (15) 01

51315F7121

44

7735

174355

2008

Supreme/Type 3/WC

5310

1FD4E45S58DA57735

1126832

UV

45

7736

147994

2008

Supreme/Type 3/WC

5310

1FD4E45S78DA57736

1126833

UV

46

7738

229934

2008

Supreme/Type 3/WC

5311

1FD4E45S08DA57738

1126839

EP

47

7739

291938

2008

Supreme/Type 3/WC

5311

1FD4E45S28DA57739

1126837

CC

48

7740

246464

2008

Supreme/Type 3/WC

5311

1FD4E45S98DA57740

1126838

EP

49

7935

165477

2010

Dodge/Type 7/1 W/C

ARRA

2D4RN4DE6AR267935

1126846

EP

50

7936

150416

2010

Dodge/Type 7/1 W/C

ARRA

2D4RN4DE8AR267936

1126847

KNY

51

8481

19150

2013

Kia Soul

MT

KNDJT2A52D7768481

52

8735

141672

2010

Dodge/Type 7/1 W/C

5311

2D4RN4DE1AR228735

1126844

CC

53

8736

95713

2010

Dodge/Type 7/1 W/C

5310

2D4RN4DE3AR228736

1126848

EP

54

8737

147929

2010

Dodge/Type 7/1 W/C

5311

2D4RN4DE5AR228737

1126845

UV

55

9309

40604

2013

Aerolite Ford El Dorado

5310

1FDFE4FS1DDB19309

1126921

EP

56

9631

19751

2011

El Dorado/Type 3/6WC

ARRA

1FDFE4FS9BDA29631

1126853

EP

CJN6035

Admin

$
58,232.00
$
58,232.00
$
58,232.00
$
58,232.00
$
58,232.00
$
45,000.47
$
44,400.47
$
17,893.63
$
45,000.47
$
44,400.47
$
44,400.47
$
51,674.00

RPT 0704 (15) 29
JAC 0702 (15) 47
JAC 0702 (15) 47
RPT 0906 (15) RI
RPT 0906 (15) RI
mtp funds

HNB

VCR 0902 (15) 42
ED0903 (15) 04
VCR 0902 (15) 42
ED1206(25)07
RPT 0906 (15) R1

51215F7258

